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ABSTRACT 

I' .\ Staff development, one of the nine main functions in 

personnel management, is not an isolated function. .Administrators 
with whom the ultimate responsibility for personnel management rests, 
determine the extent to which the personnel and staff development 
specialists can be utilized. . The staff development specialist has 
three major roles, as identified by Leonard Nadler in "Developing 
Human Resources": learning specialist, consultant, and administrator. 
While these roles are largely the same for the personnel specialists 
responsible for the other personnel management functions, subroles 
may vary and competencies are necessarily different. /Conditions in an 
organization important in developing effective training programs 
include several mentions of personnel^, programs, and budget. An added 
condition is a strong, continuous, and well-defined working 
relationship existing between live managers and staff people 
responsible for personnel management functions. - (SC) 
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I ":ivi "honoreo to be- on your proq^a:^:^ '-.oday for three reasons; First, 
I r-:^r:oc;:;ivo ti^at ycu ror.:r'.i:^jont f:iome of. finest ancl . moh^t dedicated 

pvw:;Le£;s:; o:"icHl ];eop}e t}iis Nation c^-.n provide. Your^presence here for this 
personnel r;u.r.'.Mrfeiiv.:nt 'conference iiKlicate^^^ something of your learlership 
rih J . J. i ty D n d y ou r d o vo t J o n to th e s o i. a n d :L ci a i of H x t e n s i on e ci ii c a t i o n . Y o a 
are an important group auci lit?:-?ralj.y standi-n-:] in for severaj/ thousand 
fellov; Extension workers . for, whom you provide leadership, support, and 
assistance. ' ■ 

Second; I am pleased to be v/ith you because of the rich memories it 
stirs. within me. About twenty-fJ.ve years ago I began my career in the 
Cooperative' Extension Service^. *It.was there and then that I began what has 
become a deep and abiding interest in tlie grov,'th and development of people. 
The staff development and personnel management specialists were my first 
contacts in Cooperative ExteJisicn, It was the induction orientation - 
conducted by staff development leaders that set the framework and laid., 
the foundation for building a career in l!;xtensioh and a belief- in informal 
adult education. 

Third, I want to share .w: th you s'ome thoughts on the, important and 
urgent need for a viable staff development and personnel management effort. 

Call it staff* training ^ personnel development, reisearch and training, 

' ' ' t.^.. . ■ \ 

Remarks by Dr. C. A. . Williamts , Deputy Adnanistrator-, -Program and Staff 
Deyeloprnont / }"S-USDA, at Comprehensive Personnel Management Conference, 
Panama City, Florida, March 21, 1973. ; , 
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rcr>earch \".rid" dc'velopnor.^t / jvjman dovclc] 'jiii / or whatever name you find 

desi r abl e • ro r y o 12 r ' 1 oc at i yi - - th e o ^'.'T." o r i : u 2*^ i t i o s • a n d " po t e r* t i a .1 i t i e s f o r 

sl:rengt:henirjg "Evtei'isidn prorircims are graat. Dealing with crises' and 

projDleins of social rolationSf qualj.ty cf l:he environment, and technological' 

obsolescence v;hich deepen :.rounci us deraands creative innovations, iiev; 

methods, improved strategies , and relevant technologies. The responsi- 

bility for leadership in these areas iT.ust rest- finally v/i-th those of us who 

are leaders in personnel and staff development, ' ' . 

want to speak to you. about the relationship of staff development to 

personnel management- ; S taff development and personnel management are ' • 

closely related — as most of yon' V70uld probably be quick to agree-.- But 

explaining exactly hov; they are related is a tougher question, --^ohe that's 

nof covered in any text books.. It's a little like trying to trace your 

family tree. You may know that John Doe is related to you, but is he yqur 

second cousin or your third .cousin? 

Simply defining staff development and personnel management won 't help • 

us much, either ," because definitions are so susceptible to argument.' Arid 

no official definitions have been formulated', since these two. fields do not 

belong to. any v;ell-defined agreed-upon academic discipline. . 

Maybe the best vvay to approach the problem is on a functional basis,. 
' ■ ■ " . . ■ ■ ■ ■ ' ■ ■ . ■ ■ 

I see nine' main, functions involved in personnel management ; 1) performance^, 
evaluation; 2) - recruitment," selection, and placement; 3). manpower forecasting; . 
4) labor relations; 5) personnel records and reports ; 6)- . employee benefits 
.7V v^:^co ar^i i^nlary adminiGrrat iori ; 9) job descriptions; and 9) st -.f f , ' ^ . 




First, lot: '3 look at hcA'? the total personnGi lae.nagero.ciit job fits into 
the overall orq<:..ni^ational environraGnt . . T'ne line inaneiger, of cou.rse, is 
■■altiirjuLely rosi'/onf-ible for c?.ll nine of the functions. For mcany reasons, 
hov;ever, inc.Iuu' r.g the varyino amounts of staff support available, each 
manager v;ill' c^.irry out these functions in a cliff eront way. 

Some Ex^,erisicn organizations have an extensive support staff for one 
or more of tlie:-e personnel mv-^.nagement functions. Others may have only one 
or tv7o support staff memJi^ers v/no. are responsible for all nine personnel- 
management '"unctions. 

Regardless of staff nunubers , hov;ever, certain relationships exist — 
or ought to exist — among these nine functions. Since' staff . development is 
our main concern here today, let^s use it as a basis for discussing these 
functional relationships , ' . . 

Staff development is not carried on in isolation — separate and apart 
from Extension's educational i^rogr ami ng mission. Neither are the other 
eight functions. All are interdependent with each other and V7ith the 
educational programing function. How well one is performed affects the 
degree to v;hich the others are meaningful and productive. 

Take Sam Jones as an example. He is an accountant in your budget 
department. His performance evaluation shows that he is not doing- a 
satisfactory job because his previous training didn't prepare him to handle 
the recent changes .instituted in your accounting system. Shouldn't this 
he a guide for v/hat sorts of training may be necessary for Sam and others 
through the staff development program in the near future?- 



'And l:hon ?;npposci that you foresee a cjrcatly increased need for 
pesticide speci.:<i.i3ts on vour .stciff in tj;e noxt few yeaxs to he.lu copo with 
changing env.i rcjiincntcil standeird-s . Or you realize that, 20 percent of your 
staff v;ill reach: r<i:tirer!ient agc^i soon. Do-.-^s the process stop with the 
realization oi clvi m a n p cw e r n ee d s '? Of course not* You probably will 
comraiinicate tJio?-:: needs to those .responsible for recruitment, selection/ and • 
placement r and 103: staff development. . . • 

Th es c t'.v 'C) 1 .1 1 ar> t ?r a t i o n r aiap 1 i f y 1 1 :e imp or t an c e o f c 1 o s o c oop er a t io n 
and open conimunicatipn betv^een the personnel specialists and the staff 
developiDent specialists as they work v;ith line manacjerfTeht . How well these 
tv;o specialists are able to help v;ill' depend on how vjell tlie personnel 
management support functions are coordinated ancV integrated. 

The basic responsibilities of the' personnel specialist and the staff 
development specialist are very similar. Those of you in adininistrative- 
supervisory positions may have V7ondered v;hat these responsibilities are, 
or ought to -be. A2id those in staff support positions may have raised the 
same questions. ' ■ . 

One document presents a clear set of guj.delines in response to this 
question as it pertains to staff development, personnel . The 1968 National . 
Policy Statement on Staff Training. and Development cites four overall 
responsibilities: 

• . ^~to confer ^iLh and advise administrators and others on objectives, 
policies, and procedures for, staff training and development in 
lilxtensj.O]"!^ 



— to provide, leadors}-iip in ina ti.ating , planning,, coordinating, 
iniplom9.r;tin9, and evaluabinq training for Extension personnel, 

— to develop effective procosf:^es for ii:;f orrning^ staff ^*)f professional 
_ iraprovement opportuni.ties and for counseling with xndividual jstaff 

members in 'developing professional ip'iprovement" opportunities^ and 

— to serve as. a problem-solving consultant to the managenient of 
. the Extension organizL^l^ion.' ' 

Leonard Nadler^ in his book entitled "Developing Huinan Resources," 
suggests that the human resource (or staff) development specialist has 
three major roles: learning specialist, consultant, and administrator.' 

The learning specialist role includes three subroles: instructor, 
curriculum builder, and methods and materials developer. 

^ consultant role encompasses four subroles: advoeate, expert, 
stimulator, and change agent. 

•The administrator has four subroles: professional' developm.ent of the 
staff development personnel, supervision of ongoing programs, maintaining 
relationships with management, and arranging for facilities, and - f inaiice . 

The* roles, of ^:he personnel specialists responsible for the other eight 
functions really are. not any different from the three major roles pf the 
staff development specialist identified by Nadler. But because the subroles 
may vary, the competencies needed for a personnel specialist are not the same 
Vas those needed for a staff development specialist. * 

While . one may not' think of the personnel -specialist as • a learning 
specialist; he definitely muist have a command of certain specialty areas, 



such as po-:r for ;;..?.nce (:ivaluat:ion ; l.^.boi rela ticins ; rccrui.tment , selection 
i\nd. plac'-anent ; nianpov;c-r: i:orocastiny ; -record.^' and rex^orts; eraployce benefit 
.v;age and salary administration; and job descriptions, 

' • The pers;onnel specialist v.'ill u?e these competencies in a consultant 
role with' line manageinent. His subroles he3:e would be the Scime: advocate 
expert, stimulator, and change agent. 

Those giving leadership to personnel management functions do have an 
administrative ro] e , v;hich may include developing the competencies of the 
personnel management staff, supervising personnel management activities', 
maintaining relationships vjith management, and arranging for facilities ani 
finance. 

The ECOP iDolicy points out nine conditions within an organization whi 
are' extremely imx^ortant in the development of effective training programs . 
Note the number of times that these conditions mention personnel, programs 
and budget. The nJ ne conditions are: • ' . ■ ' , 

1) Administrative support to create an organizational, climate in 
which staff members can grov; and develop in their work, 

2) ' A budgetary commitment for, resources and materials so that' 
training personnel can be creative. • . 

3) . A recognition of the importance of 'staff training and develox^- 
ment prior to implementation of nev; programs and/or activities • 

4) An awareness that: persons assigned responsibility in staff 
training and development should be kept fully informed of 



and .u'lvolvecl in inajor progrciPi decisions in order to design 
train.iivj proorciUi^ coin:v.'-;ir;surat.e v;ith progrcmi emphasis or *" 
direc LiJ.on . • " , ' . . 

5) Profe.-ijsional tit.lesi lor training emd development personnel, 
which are cornruCjnr>ui-ate v;ith their responsibilities and v/hich 
help ot'ners uiider stand their responsibilities and roles . 

6) Clearly-defined position descriptions for staff training and 
developn^int per.'sonnel. • 

7) Effective procedures for planning, implementing , and evaluating 
.- staff training and develorjment programs. 

8) A recognition of the^ significance and role of induction 
training; inservice training,, and graduate study in a total 
program of staff training and development. 

9) An awareness of the importance of a total training program 
which would include a balance between the behavioral sciences 
and the biological and physical sciences. ^ - 

I am adding a 10th condition to this list which I believe' is extremely 
■ important for effective staff development programing: 

— A strong, continuous, and well-defined working relationship 
must exist between the line managers 'and the staff people 
responsible for personnel management functions. The larger the 
staff, the more important this relationship becom.es. 
Cne crucial aspect of this relationship needs to be emphasized. and 
clearly understood — the day-to-day and the ultimate responsibil.vcy , for all 



of thc^rvc functions, resth.; v.'ith tlie line iaanager. Supv>Drt starf are ' ; 
precisrly. .that . While they may give leadership to, ideas; advise the line, 
staff on diicisiuns; handle routine procedures, and details; help the line 
managers porform more effectively; and develop better methods, all ultin;ate 
decisi</n:j rest v;ith line inanageip.ent . ■ ' ' . 

So i:iuch for the relationship betv/een the 'staff support personnel and 
the ].ine managers. Now let ' sHfobus irore specifically on the relationships 

among J2£:'^^I^^'^^-^ ^^iiH^^JIl.?r^'-~?-^-S£^^ • ■ 

At this point, -it becomes clear that it is probably unrealistic to 

expect, one person to handle all nine functions. As I pointed out earlier, 

for example, a staff development specialist needs quite different competencies 

than other personnel specialists. . 

Expecting an individual to .maintain a high level of professional 
competence in each of the nine personnel managment functions is unreasonable. 
1 believe it is' also unreasonable to expect line management to keep up^to- 
date and fully knowledgecible about all these functions. « Add to this the . . 
laws and policies relating 'to equal employment opportunity and civil rights, 
and the enormity of the responsibility becomes apparent, as does the need 
foreclose cooperation. 

Ho w can we tie all t h is 'together? Maybe scitiC exaimples will help. As 
a technical consultant to line manageinent, the personnel specialist maiy 
. provide one-to-one "assistance in the eight peixscnnel and management function 
areas.. If the adininistrators decide that several staff menibers need to 
improve thioir personnel management: abilities, the personnel specialist and 
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the staff deveJ.o].ment specialist may v;ork together to develop some in- 
service e^^^ci:.l^z:. for tncn^ 

■■ Personnel ^specialists can help line managers determine v.-ays to 
assess p r e sent a. :-\ n p ow e r c c • \ ^ a jd i 1 j. t i e s a ii p r o j e c t: future ma np ov; e .r needs. 
If this is d;cne in coopercnt ion v;ith the staff development specialist, he 
can help develop, needed staff competencies on a long--range basis. 

The records and reports the personnel specialise accumulates on 
individual staff members provide' a- valuable source of information for the 
staff development specialist. ' They help him see .v/hat skills and competencies 
are being 'brought into the organization with the hiring of new personnel. 

Less direct relationship exists ,betv;een' the tv/o specialists in the 
areas of employee benefits and wage and salary .administration. The areas . 
\\fhere close cooperation is needed most are performance evaluation; labor 
relations ; recruitment , selection, and placement; manpov;er forecasting; 
and job descriptions.- 

. In closing, I leave you v;ith this thought. Whether you are a 
personnel specialist, a staff development- specialist , or-'an, administrator, 
you have a responsibility for personnel management. Hov/ well the personnel 
management functions are performed is not t^ie lone responsibility of any 
one staff -group it must.be a team effort. 

The ultimate resppnsi.bility for personnel management rests with 
administrators. But support staff ,' yhether they are personnel specialists 
or staff development specialists , 'must provide dynciiTiic • and progressive 
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■St a ?.f de'vc lopment should, net be an isolatGd function of personnel 
manageirio^it ; jusL as the total personnel rnanag-^r^ent support function should 
not be isolated fro:a administrative functions. Those of you in supervisory 
positions will detonnine • the extent to v;bich the personnel and staff 
developiaent specialists can be useful menibers of the team. 

At the end of this conference you are likely to. ask: Where- do u^e go 
from here? How v;ill we keep our ideals from growing cold and unachievable? 
What can V7e do to translate the^se ideals into realism - action? These are 
questions of the highest' importance to ^all pf us. Now is the tijne to deal 
with them. • ; .... " ". ' ' 

The present is so important because it is the only time we really have 
The past is history^, but the present is opportunity. There are some 
alternative courses of action, each with its consequences, v/e can take: 
■ — We can do nothing. , * ^ 

— We can ruin either the past or the present by looking at thera 
with 'the. v^rong attitude. 

— VJe- can live so much in the past that V7e« miss our . present 
opportunity. 

~ We can allow the habits of. the past to make. the present a 
"'carbon copy of what we are or have been.-. 
OR " . ■ .. , . 

We can move boldly ahead to make the best possible use of the 
combined competencies- of staff development and personnel 
!Ti .-^ .icr n r; t s D e c i a I i s t . ' . 



I v:cint to conclucG cxs I began by .saying thcit you represent l great 
resource ol 1^- :i.a::---ship ::or Cooperative Extension. This is the time in 
v;hich our glv:*-' ■:. resources and. competencies can cotco to their best 
expressions an>a more than equal to the problems of the present. 
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